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TAB A

ALTERNATIVE MEASURES
FOR ACCOVMPLISHING THE REDUCTION OF PERSOWNEL
TO CEILING LEVELS

Reduction of personnel pursuant to the formal Government
reduction-in-force procedures involves & relstively lipersonal, rigld
mechanisn which determines the employees to be separated on the hasis
of such fectors a8 vetersn statug and length of Fsleral service.
Relatively minor weight is allowed for quaelity of erployee performance.
Congequently, this gystem not infrequently results in the elimination
of walusble employees and the retention of individuals whose contri-
bution is routine or even mediccre.

The elimination of personnel vhose service Is less than satis~
Tfectory should be a contimidng sinm of Agency personpel poliey. It
assumes zZreater significence when personnel reductions are required.
Specific proposals for putting into effect procedures for & regular
program of zelecting out thie cstegory of empluysen were recently
submitted by the Director of Personnel {Annex 1). The implementation
of these recoumendations would of necessity proceed on & deliberste
pace, and in accordance with a series of prescribved stepe. Despite
the most judicious sdministration of a selection-out program it
may reasonably be expected that strong resistance will be developed
by the Individuals sslected ocut. Prom past experience with involuntery
separations it can be anticipsted that numerocus externsl sources will
intervene in behalf of the perscns Airectly affected, and that at
least some concern will be genervated among the general body of Agency
personnel. Accordingly, it must be recognized that the guantitetive
effecte of a systematle selection-out plen might not be immediately
substentiel.

The Civil Service retirement system provides for "discontimued
service” smulties for personuel involunterily sepmrated if (1) they
are age 50 and have completed 20 years' service / S years of which
must be eivilian /, or (2) regardless of sge, if they have completed
25 years of service / 5 years' civillen mendatory /. Accordingly,
with respect bto personnel in the foregoing groups who are separated
from the Agency for such remsone a8 sre in the best interest
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of the Agency, regnlar retirement sonulties ave Hrmediately svailable., It ia
presumed that these "sccelersted retirewent” separstions would be under the
authority conveyed by Section 102{c) of the Natlional Becurity Act of 19h47.
Because of the aversge age level of the Agency's perscmnel {37.7 yesrs}, this
alternative will probebly have limited spplicetion.

Attrition {eccompanied by suspension of hirtng) would very soon bring
Agency persomnel strength down to the ceiling level., As Annex 2 shows, the
total perzonnel on duty would descend and fell below the ceiling durlng October
1957 if no sppointments were pade during Septenber and October 1957. Anuex 2
plge reflects the limited mmber of subssquent monthly eppointments which could

be spproved ae replacements for i tiong in order to hold to the celling on
an sverage fiscal year employment basls. Since the preponderant personnel loss
cccurs in the lower gredes (spproxiwately 60% are in G8-6 and below), it is

apparent that the wajor impact of a program of personnel reductiom by atirition
would be Pelt in these grade groups. Undoubtedly, acute clarical shortages
would result during the remainder of the fiscel yesr if this spproach were
adopted. Armex 3 reflects the sppolntrent rate which would have to be estab-
1ished to maintein an aversge employment rote st the ceiling level for the fis-
cal year, ot the asswgption that all personnel now in clesrance processing
{allowing for normal spplicent sancellations)} would be entered on duty. If
spproached in this way, the result would be principally to defer the problem
of clerieml soarcity until efter December 1037. Annex L, presents snother al-
ternative, nemely to contimie to hire clerks on a one~for-one veplacement
vasis, thereby necessiteting & forced sepavation (with no ra@is.cement&} gach
month smong G8-7's and ebove to the extent of an avere of 20 persons sbove
the normal group of persons separsted fo these grsdes {(the aversge monthly at-
£rition in these higher grades is 6h; therefore, a total of 8k per wonth in
oE-7 end above would be requitired to achieve an snnual sverage erployment level
within the ceiling limit).

Sharp curtallment or temporary cesgation of recruitment of clericel per-
sonnel. iovolves the denger of returning the Agency to the former perennial
aieficulties of inndequate clerical support, An allied consiSeretion is the
effect upon future recrulting procedures if clerical recrultment is helted.
The charscteristica of the recruliing process {strong relisnce upon contacts
developed in lotal areas, and confidence generated by the recruiter smong the
principsl sources) ere such that a considerghle volume of productivity is
sacriftced until the former ground is subgequently recovered when recrultment
is resumed.

Ty ipsure thet the Tuture intske of clerical personnel 1s geared to the
setusl needs of Agency components, each compopent should report on its con-
timuing requirements for cleriesl support within the celling usaigned to it.
In order to sstablish a regsonably Tirm frame of reference for harmonizing re-
eruitment objectives with ceiling reality it is mast essential that current
mables of Crganizetion include emly those clerical positions which eoryespond
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Lo the requirements as reported by the components. Recrultment of clerical
types would continue on the basis of predictable logses, tut these would be
confined to the actual positions usable for agsigument purposes within the
celling approved for the organization elements concevned. It is anticipsted
thet thia review of clerieal support required within ihe limits imposed by
ceiling will scale down the volume of recruitment and hire of clerks.

Several measures should be tsken to insure that the effectiveness of the
Junior Officer Trailnee program is not impaired ae s result of apgignment re-
strictions developed during the period of sdjusting perscnnel sirength o
celling, and later vhen the celling level is achieved. These measures are
outlined in Amnex 5.

As & collsteral consideration to the problem of strongth-ceiling adjust-
ment, Agency policy governing ceiling count ghould be brought into slignment
with Government regquirements as to cetegories of persomnel covered by ceiling
limite. For exsmple, personnel (currently 10} participeting in extsrnsl
training activities are not included under present Agency policy in the cell-
ing count; however, in terme of complying with Burean of the Budget procedures
for celling control it is necessary to include these erployees {(who are on
full pay status) within the ceiling Itmit. Within the Agency, personnel in
such external training (including those in the Oversess Forelgn langusge Trein-
ing Program) should be charged to the ceiling of the camponent from which they
vere selected (except for employses from withinm the Agency ¥ho are naned to
the JOT progran, since these latter presumably will be sesigned to snother
component upon conpletion of treining). The alternative of establishing, at
thie time, a sepsrate pool to assizn all trainees ie not Teasible, since 1t
would require e prorated withdrewal of ceiling from esmch component.
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